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This project explored the obstacles to Aincreased occupational
mobility for workers at a multirplant manufacturing firm. . 2
Analysis of the job histories ofsworkers at . two plants found. .
advancement.opportunhities to be limited and" 1nequmtable beqause
narrow departmental units weyxe used as the basis for defij ;ng
eligibility for promotlons. Through the use of task analysis
a Career Progregsion System was designed to. redeflne the
eligibility pqus for promotlonal deciston$.in accord with . .
common -ski11 requirements: Efforts to implement the Career ’
Progress1on sys tem were only paffally. succe§¥u1 due to collective
bargaining agreement constralnts couplea wiith the economlc .
downturn. ° , :
The following general conclusions emerged from the experience: .
1. Collectlve barga1n1ng agreements are a major instrument.
for structuring the internal labor matkets of large - -
unlonlzed firms and interventions nust be designed to _ -
e confront this reality. , . , . L ,
" 2. Employees in large industrial flrms often lack adequate
M 1nformatlon about promotional opportunities outside .. .
their particular department. A weli-designed:‘career
counseling .program can help overcome thlS 1nformatlon
gap. ‘ ,
3; Implementdtion of Career Progression systems can be
hampered by the employer's desire to utilize only those
programmatic elements which affect productivity.

4. Finally, it is argued that government sponsored inter-
-vention should have well-defined objectives beside /
improved productivity and should avoid partial imple- |
mentations which do not further these godls. . :
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. - INTRODUCTION

ojDurlng the latter half of the 1960's; concern for the ..
povertyepopulatlon in general, and for the "worklng poor"
in particular, increased within both government and -aca-
demic circles. One of the programmatic results of this

" concern was the, fundlng of several ﬁisearch and development
(R&D) projects. by the ManpowertAdml stration of the U.S.’
Department of Labor. The purfose of these projects was to
determlne the extent to which orkers holding low wage jobs
weré. "stuck" inA these “jobs, and, where upward mobility was
" bound to be limited, to, deve10p programs ‘which imprbved the
chanqes for advancementu .
Humanic Designs Corporatlon (HDC), with the support of the
Manpower Administration, was one of the first groups to ’
undertake research and development activities inténded to

develop an understanding of the factors which limit occupa- -

tional mobility and to develop methods to help overcome
these obstacles. . .

o N
Initially HDC was contracted to ‘design and evaluate the

éffggts of short, intensive training and one-step upgrading.

programs among the "working poor" and their employers.‘

S -~
- e

The hypotheses be1ng examlned were~ ’ .
e That such programs would permit the promotlon of :
- 1nd1v1duals, dead-ended in their entry level jobs
after many years of low or unskilled ‘employment, -
" +ifto the mainstream of American employment. ' They

would thus begin .to move upward, either in the

firm or in the lahor market in general, at the

- same rate as the ?;pical blue~collar.worker. -

e That a "suction effect" would~be generated,’by.
virtue of the entry level vacancies created .by
the* upgradlng of current incumbents, which would
ledd to the hiring.of ‘long-term unemployed &nd
unskllled 1nd1v1dua1s from the local labor area.
, -

e That employers would Opefate such programs at thelr
own expense, because their low cost wduld be more .
than Rffset by increased overall productivity. This
‘would occur as a result of such factors as filling
skilled vacancies which were otherwise vacant because

i

';' . of the unavallablllty of these skills in the external
’ * labor market. These vacancies would also,be f;lled
N \ “ . . * < . ‘l" - N . :'_:‘. - s - - . {.
v ‘» . 1 . ‘ . . . . .
> L) l
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from within thé'orgénization by emﬁloyées who.wefa
already.oriented and motivated, and who-‘ag a result of
their training would be better equipped with the needed
§kills than the external ‘new hire.” . T

i

. . HDE consequently developed, from 1966 ‘onwards, the High --

Intensity Training (HIT) approach, whigh called for thirty-
hours of mixéd skill and personal development training, on
company time, with a contractual guarantee from the employer .
that each graduaté of the course would receive a 15% pay
increase, :The project (conceived as- both' experiment and
.demonstration. and funded at the 'time out of the Office of
Experimentation and Demonstration) was first developed in

New York City and ‘its apparent succéss led:to its extension

to Baltimore, Cleveland and Newark. In each of these latter
three cities differert managing agencies were created; a
community-based group-in Baltimore, a group linked to the
Mayor's Office in Cleveland and in Newark a group forming .
part of the .New Jersey State Employment Training Service.
These "agencies were coordinated and supervised by BDC; each
had to recruit demonstration firms who wonld sign the contract;

_ conduct training of employées ‘and leave behind a residual .

capability ‘to continue-r the HIT approach, without government
—funding. . - . .

A follow-up study conducted in 1971*, some twelve to eighteen
months after the upgrading ‘effort, showed that these hypo~-
theses were not supported by the data. Upgraded employees
tended to stay where they had been placed after graduation,
disproportionately so when ¢ mpared with "mainstream" pro-
gression. Others, who had left the original firm had the " = "
sgme‘high unemployment rate (some 20%) as the rest of the °*
work' force -of the inner city labor areas in”which they lived. .
Those who had jobs were working again at the same level-of )
skill and pay they had been. in before the HIT program. There |
was no evidence of any suction effect, primarily because. the
effects .of HIT were to expand and enrich the original job,
so - that in reality "source and target jobs had become merged
into one. (This, of .course,}was not inténded by the HIT
designers.) Such an effect was probably the reason for the
absence of continued progression on the part of HIT trainees.

__They were probably perceived by their supervisors as re-

,maining in their original jobs, but better trained and capable
of. a ‘Tittle more work. : ' ' :

Finally, it ﬁurned,out that'emplqyérs were not willing to
invest their own funds in training (beyond the release\time
for attendiny' classes) and when they felt the need £Or more

HIT trainees, they requested another course conducted by the

5

- .

¥ See Follow-up Analytic 'study of a Three-City Upgrading
Program, SETEI Acﬁlévement.InstItute, 1971. .o
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original governmént funded HIT upgrading agency. Yet, these-
«  same 'employers ‘did feel that the programs improved employee

performance in all respects, from productivity. to time: ,

;kégping.- L7 L | . . C oo

<
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- P

As HDC and the Office of Research and Development stydied
these“data.and the subjective'but informed judgments/ of o
project managers who had worked intimately with the/ companies
econcerned, -it became clear that more insights were/called for
into how upward mobility did take place in.industxny. Knowledge
was needed as .to ‘what inhibited or facilitated mohility, what "
« disparate effetts theré were, and how they were cgused. . '
* Special attention was needed regaxﬁing~the upward |jmpbility
of minorities and women and what, in general, eguitable and ' -
rational upward mobility systems would lock like. .One * Coe j
(among many) prgjects that were consequently ‘contracted is = | /-
described in this report, i.e. a study 6f upward mobility =~ < v
. in a large unionized multi-plant’'manufacturing organization, ~ ! o
typi;ying 8ne important segment of american industry. Its et |
objective was to explore the structure and process of the
- promotion and-transfer system, to design a newjcareer pro-
gression system for blue collar (and perhaps also for white™ . -
. collar) workers which.would be responsive to any needs emerging —
from such exploration and which would bé judged theoretically
.sound by the company's manageément. It would then be necessary
- to.try to implement it and evaluate it in as much detail as was
_practicable.* It was, in fact, to be a case study, expected to i
have some generalizability .to large manufacturing corpogations .
. using mass production technology and with a’ unionized work '
force.' HDC was awarded this contract and,’ in addition was
contracted to providé€ technical support to the National °
Restaurant Associations Career Progression project and work
with the Equal Enployment Opportunity Commission, all as part
of the Office of RsD's efforts to further 'its understanding of

! the mobility problem in industry. . , .

-~

v

The multi~plant study was specifically designed to address
the following issues: ‘ : . : . ~

1. Wwhat, if any, are the 6bétacles to careé; progres-
sion among workers :in large -manufacturing plants?
‘2., If 'obstacles exisf; what is an appropriate strategy
; and methodolgy for employers 'to follow in improv- ’ 2
ing prospecys for occupation mobility? ) .

3. What, if any, difficulties arise*in’implemeﬁting : . T
ading?

. changes in’personnel policies which foster. upgr , @
. ' ' N C - DR AC
' ‘ 411 Do the specific changes in persoﬁnel.pradtigés_’_,‘ '
! . emerging from the strategy work effectively when !

. ‘ implemented by employers? :

-3




The flrst step 1n the pr03ect was to secure the coopera—-
,tion of one or more employers. In selecting a cooperating
employer prlorrty was given to. large, mult1-plant manufac-‘
turing firms because: . .
! ¢ Tay r
se @ manufacturlng actlwitles would require the . \S
©* ‘career. progresslon design to, deal with manpower: . .
utilization” patterns within the constyaints y .
. imposed by the technology of“a mass productlon K
. . process; , ° . s

LY

-y

c o 2 mult1-plant firm would prov1de 1ns1ght into .
g . the problems of transferrlng career. progress1on St -y
: des1gns from one location™“to ‘another; ¢ o,
\\\\\f*\% ® such flrms\are llkely to contain la\ae\éropor- Yo
, tioans of youth, mlnorrtles and females among |~
toe their labor force ‘and' the development ‘of ex~’ )
N panded career opportunltles‘for these groups

.was assigned high prlorlty. . N

«After approx1mately six months of negotlatlons, one corpora-
tion which 1n1t1ally expressed interest in the project evén-
tually was eliminated from ‘consideration. This .decision was'
made because fmanagement at:the plants: selected for experl-
mental activities was strongly opposed to-~any form: of union’
~-involvement in the pr03ect while HDC objected to working
w;thout some form of union participation. Efforts to resolVe

. the issue by invelving representatlves of the corporation’s
central personnel division could not lead to a timely settle-

ment and another cooperating employer was sought

-

A more satisfactory relationship was developed with a .
second large, multi-plant manufacturing firm, which will be
referred to’ s1mply .as the ABC Corporatlon. ABC's inter-
national headquarters-is located’ in the Midwest and it ranks
high on thg Fortune 500 list. HDC's first contact with the
Corporation took.place through the ABC Institute; a central
corporate division with, respons1b111ty for developlng train- ,
ing programs for most of the firm's manufacturlng plants.

.« 2

The ABC Instltute became HDC's prlmary p01nt of communaca-
tion with the central corporate organlzatlon and the institute
invested considerable staff time in working with HDC. By
.the time the prOJect was completed’ the Institute estimated
its expenses related ‘to, design and impleémentation of the
.Career Progression System.at about $215,000. It was in-

. cooperation with, the ABC Instltutevthat two plants were
identified "as suitable locations .for the research and -
development project - one ‘located in Toiedo, Oth and the
other in Detr it, Michigan.

. - ,
. .~ . : ) [ -
N,C . i |
-« . - . A
o . 4 N .
. . ’ . .
[ .
A Text provided b e . * . *
v . . . X . .
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The ABC Corporatlon has a collectlvé bargalnlng agreement

[o— N 1<
[ -

.

Yo ';‘w1th a large natlonal union and.local chapters are found
. . at ‘both thé Toledo and Det¥oit plants. * The Corporation's

)

Personnel Division,’ which has responsibility for collective

bargalnlng and other labor relations .and personnel matters,
is ,an organlzatloyal un1t distinct from the ABC Institute. ~
, No formal relationship .was established between HDC and either

the Personnel Division' or the national orgapization of the

union.

’// The . remalnder of th1s

£

Instead, the ABC Institute was designated, by the
Corporation as the liaison unit between HDC and other,
corporate officials, if such contacts became necessary.
Contact with the union was to take place at the plant\level !

. ' and after the local plants were identified HDC staff members_
* established informal relatlonshlps with the local unidm—
.. leadership and;consulted,w1th them regularly.,

report describes the research and

. development ‘activities undertaken in cooperation with the.
. ABC Corporatlon and di'scusses-the policy implications of the

« project's 'findings.

The next chapter describes the patterns

tof moblllty which: existed in ABC's manufacturing plants prior
. “o intefvention by HDC and identifies the problems associated

» ' with the exlstlng patterns.

The third chapter presents the .

career progression system designed by HDC to improvd occupa-'
tional mobility within ABC and relates the system design to
the broader objectives which government-sponsored intervention

is intended to promote.

The third chapter "also relates the

efforts made to implement the design and assesses the impact
' of those portions of the career progression system which

were eventually 1mp1emented.

The final chapter draws upon

- the experience with ABC to suggest priorities and guidelines
for future government action intended to promote upward mob11~
ity for blue collar -workers. .

13

-

. §

The conc1u31ons presehted in the flnal chapter may be

tsuﬂmarlzed as: s

1.

.

Collective bargalnlng agreements are a magor

instrument for structuring the internal labor .

markets of large unionjized firms and interventions '/
must be designed to confront this reallty R

{

Employees 1n.1arge industrial flrms often lack
adequate information about, romotional opportunltles
outside their partlcular départment, A well
des'igned career counseling program can help over-

come this 1nformatlona1 gap. 1
L el

3 7 ’

Implementation of career progressgtn ys ems can be

hampered by the employer's desire ﬁtl
those programmatlc elements whlcn aff
T . - it'
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R R " EXISTING PATTERNS OF MOB‘.[I"..ITY' - ce
- The first step toward d351gn1ng and 1mplement1ng an 1mproved .
system ‘of occupational mobifity is to develOp an understand- .
) 1ng of the job structure and ex1st1ng personnel policies and. :
practlces within the firm.- To &ccomplish this end, research . . ,
‘was undertaken at two plants within the corporatlon, one ' - -
located in TQledo and one in Detroit. The purpoSe of this . ) :
¢hapter is to descrlbe the” patterns of mobility which exist . .
) within the corpordtion and to, identify those. characterlstlcs e
o of the ekisting system which restrlct opportunitles for * -
A advancement among productlon*workers. ’
0 P ,ﬂ . . . .
The . two plants at ‘which existing moblllty patterns were - . L. T
studied both manufacture machined parts for the firm's prin- :
cipal product. The Detroit plant employs approximately 3,800 )
workers of whom about 88% are productlon workers paid on- an .
hourly basis. The remainder are'either clerical and techni-
cal personnel also paid on an hourly basis_ (3%) or are sala- .
ried personnel in managerial or other high level. 'functions. - T,
- (9%). The Toledo plant employs about 3,000 workers of whom- —
»,  the vast

*

2
I}

The ch acterlstlcs -of the labor force employed at the ﬁbtrolt ..
plant/are summarized in Table 2-1, Virtually dll. ofthel-- P
. vorkers. (95%) are male with females hav1ng”§ign1f1cant rep- o
* . resentatlon only 1n clerical pos1tlons (46%) . "Members o& T T
_ ethnic fminorities comprise 59% of the total work force,,but :
are concentrated in seml-skll&ed production jobs (74%) and
underrepresented in other categories. At the' Toledo.plant
males also predominate, but minority representatlon (22%3) .
is slgnlflcantly lower than at Detroit reflectlpg primarily
. the-differencé in the ethnic domp031tlon of the labor force

. 1n the two communltles.

£

s
S

As with most large corporatloqs, ABC has a wage clas51f1ca* . .
tion system which requires detailéd job descriptions and : :
which as31gns each job to omne of geveral pay grades depend-
. ing upon the level of skill and r sponsibility which it " -,
-+ requires. At both plants studied) hourly wage jobs are '
assigned to one of 29 different wgge grades.- DéSpth the:
relatlvely large numberﬁof pay grades, the range ;n wage - -

‘e

R ” .
» . . . ” . . ., o [ . -y
!« “a , . ‘ L N R
. « . . B v . : . ..

1
fe
-




©

. o -
- A ~ B -
5 ’ ~ " PN - F
' & : - : . T - "y
7 - . . T <
. . o ‘;.J ¢ o+ ‘.- -~ . v
. .- S . . - : CAr -
J . . e N ' v . IR R A
N ) . T e e e -
o STENA i Sl Lo

rates is rather limited. .During 1971 the’ lowest pay.gfadefx )

&

- found im the'plants‘was, $3.90 per hour <and'the£'>higlhe$,t $5.80.
Win e | Table 2-1 s R
M f“\ . ] - . A S — . . - . - .
. - Cha¥acteristics of Workers -at o
- v "~ the Detroit Plant . = | s
o b . T - ~ .Total Nos - Percent . Percent - .
* . Employment Categoxy .o, of Workers ~Female -Minority
, . = N »' ! ." . ‘
"+« Managers ‘& Professionals . " 2353 0 25
7t 4 Technicians ’ L § 47 . 0 49
* _'Clegical e . s . 65 . . 46 .20 .,
i skilled Trad : S e ‘513 ;. + . 0 - 9
L S_'e,i'n},—skilledeio.@_. L T 2,797,. - 6 - 74
Leborexrs = o . 30 . 3 97 « -
Total'.: S ' },804 ' 5. ‘" 59
¢ ¢ l el / ,; PR . . .
f g L . .« - H N R A [T
’ . ~_ 4 e I * }f F : d f?,{ /,;f. }f’
',The"29 different.pay grades encompgss.ovex 100 different

speqifig ‘job titles at each of the’plants; Data from the
Detroit plint (Table 2-2) illustrate?the .pattern found at -

Both plants. The majority_of both" job titlés and workers
- are found in the middle ranges.- At Detroit over. tworthirds
(68%)' of the workers earned less than%4;55 per hour with |
e --27%Of the workers in pay grade’9 ($4.22  to $4.42 peg hour)
e ar{x’d 16%-in grade.7 ($4.35 to $4.35 per hour), ~ -". -

Given-the large number of job titles” aind‘_tﬁe 29 different
wage rates, there exists significant. potential for upward
(i.e., higher wage) occupational mobility. Workers cduld be

* _hired att.titles.in the lowest pay grades-and subsequently
promoted to' titlks -#n higher pay ranges. _Alternatively, .
upward mobility could be severely restricted; sorkers could®
be hired from the external laber. market at -each of ‘the pay

.- grade$ and limited to horizontal (i.e., same wage grade)
mobility among job titleés. Tq Qetfgrmine the nature of the

s + actual mobility patterhs,within the '‘corpozation, a sample.
of new hires: at each plant was.selected ahd their occupa- ~
tional mobility was traced. FE Ly, . Co

. “AY the Toledo ‘plant; all persons (270) hired into production
jobs between Augusjy 1968 and Septeiber 1969 .were selected
For study and their. job.histories frot time of hire through

. Degember 1971, when the datg were transcribed, were analyzed.
Adreview "of the job titles into.which new Workers were hired
reveals that "ports of €ntry! are clearly identifiable -
(Table 2-3). Precise data Were<availaple for 268-of “the 270
new hires. . These 268 were hired into only 16 dififerent job

‘titles and two titles accoufjted for 224 or 84% of all-hires.
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R Table 2~ 2

4

Dlstrlbutlon of Production Job Titles and Emplkyees
» at the .Detroit PJant‘by Pay Grade

.

»

-7

i

Wage RaﬁgE? ;

$3 90-4.10
.3.9744.17

4.02-4.22 .

6-4.26
"4.10-4.80
4.13-4.33
4.15-4.35
4,.20-4.40
‘4;22—4 0\42

. 4,25-4.45
4,27-4.47
4,29~4.49 -

. 4.34-4.54

- 4.354Mm.55
4.4024.60
4,41-4.61

. 4,55=4.75 -
5.16=-5.31
5.24~5,44

. 5.25-5.45
5.29-5.49

+5,30-5.45
5.36-5.56
5.38-5.53

5.44-5.64% .

5.50-5.70
- 5.54-5.74"
5.60-5.80 .
Varies

3.90-5.80

* .

No..

Titles ¢
——

h

WU s Ulares a3 N Rt e i ROV W0 00 =3 00 =3 W W N

~
t

of .

p

4

SR
0

]

oy,

No.e
. Workers
notners .

of ¢

A2
202-
115
S

67
41
526
20
908
35
126
15
200
4 .
18
29
3.

15
136~
» 4".
13
1
" 287
64
4
95
261 -

3315
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*' pDenotes less than one half of one perbenﬁ\
Wage rates are as of November 22, 1971.

Workers' in job titles

£ utility man, job setter, and.

rellef operator are pajd wage rates geared to the .

: specific operations th

*
-

'are assigned to perform
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* Table 2-3 , '
ﬁ:nt:;y Job .Classificdtions of Newly ’ -
Hired Workers at the Toledo Plant .
‘. T <« . ] 'All New "Minori‘l':y Non-minority.
Job Title Pay Grade '  Workers New Workers . New Workérs
Janitor - Factory .  $3.90-4.10 - 3, 7 1 2
Material Handler 3.97-4.17 LY A 3 - 4 .
Conveyor Loader 3.97-4,17- - 4 : 1 .3
_ Wash and Degrease 4.00-4.20 2 0° 2
“.. Small Parts - L. _ :
7+ Inspector ~- 4.10-4.30, 2 0 2 7
. Bench Hand . 4.10-4:30° - 98 ° 1 77 .
- "Riyet and Stitch 4.10-4.30 2 0 2
-* ', Minok Adsembler 4.10-4.30 126 9. 97
*.>Puncl]. Press 4,13-4.33 = - 3 0 3
»* Spdt Welder - 4.15-4;: B S l— ———dS.
~:Drill. Press ° 4.15-4. 'W“""":"““’*’.él&“ 0 + 73
. Broach Surface 4,15-4.35 1 ‘ .0
Water Test ) 4.15~4.35 3 . 0 . -3
*.!, Heat Treat Furnace. 4.15-4.35 . 5 2 3
‘Automatic Press - 4.20-4.40 = | 2. 0 2
Boring Mill ° "4.20-4.40 - .1\ 0 SRR
Total . - L1 3.90-4.40 o 28%. 59 , 209




Among mlnorlty workers theré were onIy 8 entry tltlesrand
85% were hired into the two major ports of entry =. bench
hand and minor assembler. Entry jobs were concentrated at’
“the lower end of the pay scale; none of the entry jobs were
above grade 13 ($4.20-to $4. 40 .per hour) and the two major
. entry ports were both at grade 11 ($4.10 to $4 30 per ‘hour).

Clearly 1dent1f1ab1e ports of entry | also ex13t at -the Detroit

. plant. ‘A sample.of 623‘workers hired during the four year
period 1967 to 1970. found that 399 (64%) were hired into four,
mafjor entry titles and 214, or over one-thlrd, were hired
into the single most important entry job at the plant -
conveyor loader. As at Toledo, minority workers were hired
into_fewer titles but the relative shares of both minority_
and non-mlnorlty workers hired in the four major entry t1t1es
were nearly equal. . - ~, , #

-

Although identf%?able'ports of entry were_found at each
plant, the analysis of personnel records did not identify
any clear-cut or predominant mobility patterns for workers,
hired into these entry titles. 'This is related to a number
of factors. First, turnover is-high! Approximately 60% of
.the 270 individuals hired at the Toledo plant between August,
1968 and September, 1969 were no longer employed in December
1971. Over 70% of these separations took place within three
months of hire and most of these workers were still in their
original job title at the time of separation. At the Detroit
plant the proportion of neyly hired workexrs 1eav1ng within 12
' months was. approximately 50% for those hired in 1968 and rose
to approx1mate1y 75% .for those hired in 1969 and 1970 when an
economlc downturn caused layoffs.
I
: Whlle rapld termlnatlon of employment obviously forecloses
opportunltles for advdncement, even for those who xemain with
‘ the corporation no clear-cut patterns of mob111ty emerge from
the anlaysis of job histories. 'Of the 270 persons hired at
. +the Toledo plant, 107 were still empfoyed when the analysis
, was undertaken. These workers were divided among 27 different
job, titles and 15 of these’ Job tigles were not among the list - .
.of 16 entry titles presented in Table 2-3. These 15 promo- N
,tlonal titles accounted for 38 workérs or 35% of. those remain-
ing with the firm. Another 28 workers were in one of the fodr
entry job titles which were different from those into which - °
they .were or1g1na11y hired. Thus, at the ‘Toledo plant, ap-
proximately*62% of those remaining with the firm expermenced
gsome occupational mobllity, but with movement spanning 19 dif-
ferent t1tles, there were no clearly 1dent1f1ab1e promotlonal
routes. .

. The diverse mobjilty routes of workers are 111ustrateéy1n
Figure 2-1 which summarizes the job hlstory of 20 randomly
selected male mlnorlty workes hired in the major entry’job,

-

-

[}




Figure 2-1

)

=s . Job History of Twenty Workers Hired in 1
\ ‘ " at Detrojt Plant, 1968 - 1971
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conveyor 1oader ($#2- 1), at the Detroit plant'durlng 1968 B

of the'twenty workers, frve (L, M, N, O, T) eft the plant ws o
without having any promotlon after serving periods ranging " \

‘.from one to four months. The initial promotions of the
other 15 workers were 'into nine different job titles. These

. nine dlfferent titles were distributed among three different

pay grades. The time in entry jobs before first promotion
‘ranged from one mgnthxtoathree years with the latter
(worker S). including a three-month layoff period. Time at
entry job was not related to level of promotion; one worker
(G) was radised to a‘Job in pay grade 9 after one month, . ,
another worker (B) was promoted fo a jOb in pay grade 5 after
one month, and a third worker (S) was promoted to a job at
" grade, 7 after three years. .

]

:-‘w\wé"«

13 .

. »The work histories of the five workers who remained at the

Detroit plant throughout the period studied (C, F, I, J, S)
neatly summarize the d1verse ,mobility patterns. One is cur-
rently at grade 16; two 0ccupy two different titles at grade
9, and .two others are in the same title in grade 7. The, two
in the same sz title reached it by different.routes. One .
(S) 'was promoted dlrectly from his entry title, the other (I)
had earlier been promoted to a title in grade 9 and subse-
guently was rehired after a-layoff at.grade 7. Of the two
workers ‘at grade 9, one (C)y reached his-current position
after a- previous promotlon tosa grade 7 position while, the * '
other (J) was promoted directly from grade- 2 to grade 9. , ’
The worker at grade 16 réached his position via prev1ous.

.- “promotiogns to, grades 7and 9. ° « -

To g1ve Some/order to the seemingly 1nexp11cab1e moblllty
patterns emerging? from the analysis of personnel records, it
is necessary to understand the administrative organization

and collective bargaining agreements of the firm's manu-
facturlng ‘plants.. Each plant is divided into several divi-
sions and each division consists of several depaftments.

The organization of divisions and departments varies with

the products and processes which are the responsibility of v
each plant. . Workers hired:at a given job title ‘may be
assigned to one of several’ departments in one of several
divsions. In fact, each of the major entry titles is found

in more than one division, so newly hired- workers receive
varyln%'ass1gnments even though they are h1red at the same
title. - . o . S e
The corporation’ s collectivesbargaining agreement spec1f1es
thdt when an hourly.wage production job becomes -vacant, the
job shall be offered to other workers within the department
and on the basis o6f seniority. The promoted'employee must
"demonstrate his ability to do the job during a two-week

trial period. Employees outside the department can be con-

< R s
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sidered for the jOb only after those

'n the department have
declined the p031t10n. Should thls.occur, workers in other
departmentS'who have previously applr%d n wrltlngffor trans-
fer- will be considered. for the vacangy. Applicatiéns for

" trangfer to-the department are c0Q31ﬁered on the ba31s of .

b

plant senlorlty. .o . i,

- 7. . ~ . N
Another provision of the collective b Ygaining agreement
specifies that when layoffs are re *d the emplogees to be .

laid off shall be determined on the basis of departmental ]
seniority. The effect of this prov1s;onﬁis that an employee
seeking to transfer departments in order to increase his
promdtional opportunities is simultaneously 1ncrea§1ng his

chances of being laid off.* As the work hlstorles ‘in Figure -

2-1 show, layoffs .are an ever present threat.  Only two.of
the thirteen employees with more than six months service-did
not have at least one layoff and only one of five employees'
remalnlng at the plant throughout the period es&apéd layoff.
The choice some employees must make between increaged
promotional opportunity and decreased job security .is an
unfortunate'aspect of the existing promotion system.

Other aspects of corporate pollcy and uriion contracts~relate
to promotion from hourly production: jobs to salaried super-
visory positions (foremen). These promotions are not based
exclusively on seniority. Although a candldﬁte must have at
least 12 months seniority, he must also be recommended by

his foreman, and complete a special Foreman Training Program.
Other deviations from strict adherence to the seniority
pr1n01ple are found in promotions to apprentlceshlp programs
where a candidate must pass a basic skills test. 2an analysis
of ‘the employment records of workers in foreman and
apprenticeable position found that these prov1sions are
rarely used. At the Toledo plant, . 63% of the foremen were
hired directly into a salaried positions and 86% of those in
apprentlceable trades were hired directly inta- this category .
from-the external labor market. While these data, may reflect
the initial need to staff a newly built plant, they alsa ' -
suggest that these p031t10ns may be entry ports rather than
promotional titles. filled accordlng to the prov131ons de-
scribed above. With the exception of these superv1sory and.

-

* This problem 1s somewhat ameligrated by contract proVi"
sions which state that: Employees laid off hav§.the
right, within two weeks, to displace empleyees with less
seniority in other departments of the division. After
"two weeks employees can apply 1n wrltlng to. dlsplace ‘less
senipr employees in other: dlvislons, in this case the -
employee must be recalled within 30 days provided he has
at least nine months more seniority than the employee he
would dlsplace.

.
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apprentlceable positions, which are few in number but st111
s1gn1f1cant, departmental senlorlty is the principle which
governs promotlonal dec1slons in the corporation. ‘ -

The net effect of the organizational structure and collectlve
bargaining provisions described above is that a worker's
promotional opportunities are directly related to: (1) the
turnover rate and occupational structure of the department
into which he is 1nrt1ally assigned and (2) the knowledge

he has of vacancies in other departments which permits him

~——+to" apply for departmental transfers in order to make. optimal

»

use of his seniority to obtain promotions in other depart-

ments. The second point is 1mportant because the firm does

not have a policy of posting vacancies. Hence vacancies

outside ,of a worker's department may remaln unknown to him
. unless he is _informally advised of them. Although no ,

»

&

, quantitive data are available to support this flndlng, informal

interviews with workers indicated that they felt:-this systenm,
which is highly dependent on informal sources of information,
was used by union representatlves and plant maRagement to
"play favorltes" in awardlng ‘promotions.

~ - In summary, an analysis of employee personnel records, cor-
porate policy, collective bargaining agreements, and inter-
+ views with workers revealed the following patterns of

" mobility: Ports of entry are clearly’ldentlflable but sub-

sequent occupational mobility varies widely. Unequal access
to promotional opportunities among workers hired 1nto entry
titles results from adherence to departmental seniority as
. the principle governing prcmotional decisions deuglte the
" fact that turnover rates and occupational structutes.vary

" significantly among departments. _Additional inequities
arise because promotions 1nvolv1ng departmental transfers
are dependent upon an informal information network which
gives discretion to union leadership and management.. Finally,
there is sorie evidence 'to suggest that supervisory and
apprenticeable pos1tlons which are nominally available on
a promotional basis to production workers are in fact, often
fllled from external sources. ‘
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Programs to improve the upgrading process generally seek‘%ne
or more of the follow1ng object:Lvesz (1) to reshape a flrm s
occupational structure in order “to.increase the number of
higher level jObS 1nto which lower level workers may be pro-
moted;, (2) to increaSe the proportlon of higher wage jobs
filled by workers with experience within . the firm rather . v

than by workers drawn from the external labor market; (3) o
, to modify the cr1ter1a used to” select workers from w1th1n CL e
AV} the firm for job vacancies at highér, levels; (4) to increase :

the number of workers in lower level p051t10ns .within the \ ‘ ,
firm eligible to be considered for promotion.* The. set of :
recommendations develpped by Humanic Designg Corporation - L ,
for the ABC Corporation, which together may be called a .
Career Progre551on‘System, are best described ln terms of
“these four dhjectlves.
The objectlves which the Career Progre551on System was
" designed to promote are primarily>‘those of Iﬁﬁrea51ng the
number of workers eligible for promotion and ‘modifying the
selection criteria used in' promotional decisions. The
. 3ther objectlves were ass;gned secondafy priority. T ¥
’Increa51ng the number of better jobs by alterlng the flrm s
occupational structure ‘was not considered a feasible ijec~ Yo
s ~ tive. Within ABC the pattern of manpower utilization is
largely dictated by the technology of the mass productlon
process.. Although over 80 JObS ‘at €ach plant were subjected

’ . 3

. . . _ . L . L %

* A flfth objectlve, improving the wageSxand worklng
conditions 'of lower level workers’, is sometimes iden-
tified with upgrading programs but does not relate to «°
the more ,specific problem of occupational mobi%ity.

. For a complete discussion of these objectives, see
Charles Brecher, Uggrading Blue Collar and Sexvice

N * Workers, Johns Hopkins Press, Balt1more,~1972 Y :
) CHapter 7. . -, . - o "
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to a Job Task Requlrements Analysis (JTRA) *oonly one recom-
mendatipon emerged for job restructurlng. Spetifically, at -
 the Toledo plant:it was recommended that ‘thefMachining
Foreman job be r@structured slightly to permit the foremen -
to devote more tlme-so training. - This would be achleved by
ass1gn1ng much of the admlnlstratlve work ‘currently per- .
formed by Machlnlng Foremen to a small number of workers to
be given. the néwly created job -of Senior Foreman. Altérna-
tively it was suggested that the Machining Foremen retain
their alministrative responsibilities and-that ‘a number of
new jobs known as Trainer-Counselor be created. Although
these recommendations*would 'have the effect of creating

several new higher, level jobs, another important reason for ?'

the proposed ‘changes was to fa0111tate training of workers
ellglble for promotioh to, existing positions.
. the potentlal for jokh restructuring was explored through
the JTRA, and wh11e a specific recommendatlon was made td
restricture one joh tltle, it may be ‘fairly- stated that-
‘reshaping the firm' s~ocqupa£10na1 structure was not a pri-
* mary objectlve of .the-Career Progress1on System.
The analysis of ex1st1ng mobility patterns @tmmarlzed in the
" previous chapter identified areas where 1ncreased .use of
internal manpqwer sourges should be -sought. Spec1f1ca1ly,
the flrm‘was not rélying heav11y upon internal sources in
the apprenticeable trades. However, prior to, HDC's inter-
vention #ith ABC, ‘the Corporatlon héd already developed
special ‘programs to f£ill vacancies in the apprenticeable
trades. Thesefprograms already had been initiated before
HDC began its field work, by the ABC Institute in.okder to
increéase minority representation in these trades.
such programs ‘had already been designed and implemented at

Since .

Thus while - b

both plants, a conscious effort was made to avoid suggest;ons f

which would alter, the special programs already in operation.
Hence HDC's recommendations did not identify greater use of
internal manpower:- for apprentlceable trades as a prlmary )
‘bbjective. - LT D

A}

3 ] . ' 2

The remaining two ‘objectives - increasing tile number of
workers eligible for promotion and maklng the selection
process work more equitably - were the primary goals of the
Career Progr ssion System. These goals were-~sb be achleved
through three related programmatlc recommendations:
’ - \u 4,
g

, , ) c ] vy .
* “For-a desgr1pt10n,dfothe JTRA method, see Humanlc Désigns

Corporation, Increasing Employee Mobility- Opportunltles'

Aﬁ Employers Handbook for System Desig¥, July 1972 A .
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1.4 fi 1dentify the workers ellgible for promotlon * .
' .-on the basis. of, neyly defined .job. families":

i ’ '» consisting. of=Joh.t1t1es with similar skiil’

LN

" the JTRA.

than on ~the

. and knowledge requirements rathe
ba31s of exlstlng départmenta%w

' ¥
2.,

the newly deffhedrjob famllles'
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To utlllze on-the-job tralnfng.programs for, R
promoted employees drayn fromvselected . tltles 1n A

-« - -
[4

,;3. 76 establish 4 counsellng proggam to’ disseminate

information about promotional opportunltles SO

e -that -all workers - would have. egual acéess. to

vacant pogltlons.
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The recommendatlon for establlshlng job, families was based-

upon both thé ana1y51s of existing mob*ilty ‘patterns and

As the previous chapter documented, workers- * -

hired into the same:'job title and“perﬁpgm&hg thes s same? tasks -
were ellglble for prqmotlon to di f‘ren 3cbs4§ased on the

department ‘into whicH”they were 1n1t1a&1¥/assrgned. Since

many job titles were found -ip more
was recommended that workders in a .

t}lar&' one department, it

»

en ‘title all- be. eligible

for promotion to the same set of h{ er*ieVel jobs regard- 3
less of  the specific department in whrgh tbaz worked.x This
would eliminate the 1ncqu1ty -of two -workers®in the same jOb
title.having dlfferent promotiondl 0pportun;t1es because
‘they were assigned to dlfﬁereng departments. The groups

of ‘jobs from which workers are eligible for. prqmotlon to.
one ©r more higher level jobs were de51gnated 5 Job families",
and were &dentrfled‘bn the basis of the JTRA. @Flgures 3-1 -
and 3-2 present the promotional routes recomm nded for pro-

uction workers at the Toledo and Detrolt§p1anhs respectrvely.Q

§geparate job familiés ‘and.promotdional routes weére identified

~ for clerical and techn1ca1,per$onne1 but argjnot 1nc1uded

;n.the Flgures.

e

/.
£ .
X

2 1 ‘A" s

The recommended ‘use of knowledge and sklll-related job
. families ratherx than admlnlstratlve departments to define .
ellglblllty for promotion required as a corollary the use

of tenure within the job family rather than- departmental "

-senierity-as\ a, ;teria for selécting amcng‘ellglble employ~4
ees. In ot words, length of experlence“on an‘approprlate‘
Alower Jlevel .job, regardless, of the department in which that
job ‘was located, would be the’ crrterlon, for selectlng

'workers to be promoted. . °*

\]

4 /—\ (E L. ‘ B .

On-the—job tra1n1ng programs were found to be nece

sary fox

seledted promotldnal ‘titles because. even_withln job famlllee
uexperlence in ldwer.level jobs did nbt always provide a

worker with all the skills necessary for certain promotlonal
tltles.a This was'the case even in titles where the firm was
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PR «Figure 31~
- "‘Recommended Career- Progress:on Routes
for the: Toledo Plant
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Figure 3-2

Recommended Career Prbgression Routes ‘
for the Detroit|Plant
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already relying exclusively upon lower level workers to £fill
vdacancies. .The result was a high level of waste and ineffi-
‘ciency in the production process. = For' example, it was found
" that at the Detroit plant workers promoted to the position
of Gear Inspector, who' are responsible for testing and
examining gears at a point in .the pggduction line, -were fre~.
quently incapable of recognizing imperfectiong in the gears.
This skill could not be completely learned while workirg at'’
the lower level positions from which inspectors were drawn -
gear ,lappers and gear grinders - yet no adequate training
program existied for newf& promoted inspectors. . Thus workers
were performing the gear inspector jobs at low levels of
proficiency with consequent high costs in the form of wafranty

tepairs. T . e

v Phe third programmatic element of the Career Progression
system was the creation of 'a, counseling sub-system for dall
production and maintenance workers. Specifically, it was
recommended that a full-time counselor be employed ‘in each
plant to advise workers of the positions to ‘which they are

. éligible to be promoted, to inform them of transfer pro-

g cedures, to encourage them ‘to seek transfers when this would
enhance their promotion opportunities, and.to disseminate
information about vacancies as they become available. All
eligible workers would be informed of, available vacancies
including those outside hjis department and the inequities of’
the existing informal informational system would be elimin- * |
ated. S ’ : :

- - - . T,

In order’ for the coups%lor to provide reliable advice he
nust, be equipped with' adequate information. Thus HDC also
.recommended. as part of the-Career ProgresSion System a
. anagement- Information Sub-system .which would provide the
ne gounselor with (a) vacancy rate predictions for higher level
positions and (b) summaries ©f the in-plant job experience
©of each employee. I& was, rgtognized that precise vacancy. - ‘ . |
- rates could not be préaditted, but some general approximation
of vdcancy rates based upon previous growth experience and .
J{urnover rates would permit £ e _counselor to advisé employees
on the feasibility of their reaching §pecific positions and
to redirect them if the desired career goals was not likely
“to be achieved because separations are few and expansion un-
likely. Job experience data would be madeavailable to the
‘counselor’ from the Corporation's existing personnel records .
‘and would pexrmit him to identify all‘@orkgrs possessing the
* . job experience required for each promotiohal position that
became, vacant. L . - - . g s e
In summary, the set of recommendations known as the Career
Progression System proposed that eligibiliity for promotion
be extended to workers with appropriate skills fegardless of
their pagticﬁlar.departmental assignment, that seniority

H . B ]
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within" these newly defined job fagilies replace départmental
“seniority as the selection criteridnm, thét training programs
be established where work ekperiengé‘wgs.pgt‘sufficient
preparation for promotional ‘titles, and’ ¥hat a counseling . . .

. position_be created to inform employees-about promotional
opportunities and guide”them in applying for assignments

. which would maximize their promotional, opportunities. The’
problems encountered in 'implémenting the Career Progression
System and. an assessment of those components of the system
which were successfully implemented are%the subject of the L
next sections. ) o \ <\ ‘ '

- . . .ol / N 3 - »
e d

_ Implementation of The Career Progression System .

Implementation of the Career P;ogression System at the two
. participating plants took place at slightly different times °
and with significantly different,results.. The Implementation
process at edch plant will be‘QOnsidered'separately.

®

Toledo. At the Toledo plant,'the research and design wor

. was accomplished primarily' through dirfect contact between
HDC and pkant managepent. The ABC Institute, the” central
corporate. 'staff uni as not directly involved because
plant management pZeferréd this arrangement. Hence response T
to the recommendafions was at the discretion of local plant
management and dépéndedl primarily upon their perception of
‘the utility of the proposed changes. : -

1

The Career Progression System was first presented to Toledo )
plant management in August of 1972. While both the plant
‘manager and the. personnel manager agreed in principle that
workers should be given greater opportunity to ‘advance,

. they felt they could not implement the HDC recommendations.

..The major obstacle was the firms's collective bargaining
agreement which specified that departmental-seniority should
govern promotion;l\decisions. In addition it was felt that
the counseling.system would be a functional equivalent of
posting all vacancies and the firm had avoided this“practice
in its negotiations with the union. Consequently, the firm - .
wanted to defer action on these recommgendations until after
\the local -union elections and the natfonal collective -bar-
gaining sessions scheduled £or 'June 1973 and September 1973 .
respectively. ‘However, the recommendation for training
programs in selected job titles was received more favorably"®

. since it ¢ould bé implemented without violating the existing

collective-bargaining agreement and was likely to directly !

affect productivity, -a principle cgncefn of the plant manager.




4

dnagement's désire to sélect_frag;Z;EETBI—Eﬁé‘C&reert

‘Progression System for implementation and HDC's commitment

LY

to the entire set of recommendations led to :alseries of
negotiatfions which continued over a period of more. than one
year.,” During this time various compromises were suggested
involying phased implementation of the various programmatic
components of the system, but no mutually acceptable
compromise could be achieved within a reasonable time period.
Finally, a suggestion for implementation -in ‘selegted
promotional titles with (a) half the vacanciés filled solely
on the“hasis of departmental seniority and half filled on’
the basis of seniority within the.newly defined job families,
and (b) all the newly promoted employees-.receiving formal
training, was agreed upon. Subsequently, new problems
developed. The desire to establish ‘that training "paid™

in the sense of improving productivity required that N
training should be developed and implemented initially only
for those promotional positions where indices of productivity
were ‘available for uge in a cost-benefit analysis to be
performed shortly after implementation. This required

renegotiating the titles’ selécted for initial. implementation. -

Once this was settled, difficulties arose over the precise
procedures for selecting workers from within the job

‘families. Mahagement.insisted that the hew practiceé be

implemented without publicity so as not to influence the
forthcoming uhion elections, while the union represen ative

' insisted that promoted workers-be informed about the alew - -
criteria under which they weng selected. These difficulties °

cause@®tirther delays. In the ldtter part of 1973, when
energy crisis-related layoffs at the plant precluded any

. promotions in the near future, it was mutually agreed to

terminate HDC's involvement witﬁ‘&?at plant. : :

Detroit. Research and design activities at the Detroit
plant were begun later than at Toledo and were conducted -
with greater participation on the part of ABC Institute
staff. The. ABC Institute was more closely involved -because
plant management was more receptive to its participation
and because the Institute had already established within
‘the planti a well-recéived program to improve minority .
representation in apprenticeable trades whith involved an
on~site staff member gerving as recruiter and counselor.

- . -

A -

- The complete Career Progression System was ﬁot‘addpﬁed at

the Detroit plant, primarily for reasons similar to those
first encountered at Toledo, That is, use ef plant seniority
within newly defined job families as a selegction criteria.
for. promotion would violate the’existing collective . .

' bargaining agreement. However, plant management was willing
to work within the confines of the collective bafgainin%J“ .

agreement to develop a set of modified reCOQQendétions ich

>
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. would enhance career mobility. . This led to a series of °
disciissiond in which representatives of HDC, local plant
management and the ABC Institute sought to identify changes

) which were. posssible without violating the collective bar-

.+ . gaining agreement.  These efforts. resulted im a modified-

- «... . Career .Progressjon System being accepted by plant management
.. in November 1973y : S
- . . TN
The ‘November agreement committed the plant to: (1) Déwelop
.training programs for three positions in the Gear Division.

The Gear Division, which accowits for approximately 25% of
all productidn workers, was selected because it contained a -~
number of related jobs which managemént felt were,beding
performed at a-low level of productivity. ggé&ﬁ?%ﬁ“fbr
. these jobs would:be given first to incumbents who would sub-
sequently train néWIy.prodeed employees. Curricula would '
be developed by the BBC Ingtituteé with assiStance from HDC
staff and with data from HDC's JTRA. (2) Develop a coun-
_-Séling program. Counseling would inform employees of the
provisions of the collective bargaining agreement governing
promotions and departmertal transfers, provide them with
information about promotional {pportunitites within their
current department, and encourage them to apply for depart- -
‘mental, transfers when this would improve their chances for
promotion to a desired job. The .counseling wouid be pro-
vided. by the.employee currently serving as counselor in’
conjunction with the ABC Institute's apprenticeable trades
program. This individual had been selected as counselor in

. early 1973 by the joint action of the ABC Institute and
Plant Management and with informal approval of the union.

»* (3) Develop a Personnel Data Sub-system. This system would
provide the career counselor and the personnel manager with j
data describing the probable vacancy rates in each depar -
ment and the in-plant job experience of each employee. Staff
from HBC would assume responsibility for designing this
information system, = ° . L oo

*

From November 1973 to .the time of HDC's scheduled withdrawal
from the ABC Corporation significant progress has been made
in egecuting.the compromise agreement. ” This progress has
been made despite -the fact that the plant has suffered from
everal waves of layoffs resulting from national e¢onomic
E?nditions that have both consumed the time and energy of
plant management and virtually eliminated all promotional

opportunities. .

' The ABC institute, .with the help of HDC staff, ﬁas developed

an Instructor's Training and Orientation Manual, In addition
thev Institute has created audio-visual and other material for
use. in, preparing supervisory personnel for training roles and
for use in training incumbents in one of the three job titles
. in the Gear Division. Development of curricula for the other

L]
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: titles is scheduled for after the training of ‘incumbents
in.the first title has been successfully implemented. The
actual training of incumbents in the first title is scheduled
for August oriSeptember, 1974. This is somewhat late® than
originally.expected, but postponement was necessary because
of the layoffs in thé Spring of 1974 which affected many.
workers including several sCheduled to beé trained. '

The counselor employed at the plant is now dctively engaged
in disseminating information to current empioyees about

promotionaf'procedureé and opportunities. Since November, R

he has met with approximately 250 workers,”in the plant to 1

advise them How best to.advance in the firm by applying *#or

. - departmental transférs or otherwise using the rules set :

- forth 1 the' collective bargaining agreement to their best
a¢vanta8€;! ) C ‘
,fo assist the counselor in this task, HDC has developed three
documents - a Counseling Handbook, & Job Content Handbook,
..and a "Career Progregsion Map". The Coggggling Handbook ¢~
provides the .counseXor with information about counseling .
techniques as well as information about the firm's personnel ~
. policies. The. Job Content Handbook provides the counselor.
with detailed information describing the tasks performed by’
workers in each major job title at the plant. , The Career |
Progression Map, reproduced as Figure 3-3, provides a graphic
description of the departmental structure of-one major
division- (Gear-Division) in the plant and the promotienal
routes within the division under the existing collective
bargaining agreement. The map is displayed in the counselor's
office and it serves as a model for similar maps which will be
prepared by the firm for other divisions. In addition to.
these three documents, HDC, together with the ABC:Institute,
prepared a fourth document known as the Job Opportunity Map.
This pamphlet provides an oyerview of all jobs at .the plant’
including their relative wage positions. It has been widely
distributed by the counselor)tb.interested“workers. ‘

-

— .

A‘handbook for designing Career Progression Systems within the
ABC Corporation has beep written by HDC and will be used by the
"ABC Institute for the design of future systems.

- Implementation of g@é Management Information Sub-system has
not been completed at the time of, HDC's withdrawal from the
firm. However, HDC staff members have conducted an inventory

_of existing personnel records and prepared specifications for
the system which explain how the existing records can be R
adapted to provide profiles ¢f the workers' job histories

- and their accumulated skills. It remains up to the. firm's
- personnel officials to apply the design specif;catiéns,,~ T

¥ * . L)
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In summary, implementation oﬁi;he Career Progress1oh System

as originally proposed was rejected by management ‘at both

plants because it required signif¥cant violations of the

firm's collectlve bargaining agreement. However, management,

at the Detrpit plant has committed itself to a modified.

Career Progresslon System including counsellng and training

of meployees to improve their promotion opportunltles. . .
Implementation of this modified system is progressing
satisfactorily, given the difficulties associated with the
substantial layoffs caused by national economlc problems in

the early part of 1974.

.t

——

Evaluation . . i - .
Because the Career Progress1on Systen or1g1nally proposed to
the ABC Corporatlon was not adopted, it is not possible to
evaluate the impact of this systems ‘However, the changes to .
"which the firm has committed itself - tralnlng and counsellng - '
. are subject to evaluation. < _—

B

- ‘ . H

The training of workers for selected job titles was-to have
been evaluated by comparing the performance of tralned

workers with those gho were not‘tralned. However, post-
ponement of the 1mplementatlon of the training,.due to large
scale layoffs, has made evaluation of this component impossible.
Moreover, i retrospect, it does not seem that an evaluatlon
based upon ijdividual worker productivity would have been an
appropriate one. As noted in an earlier section, the purpose
of the training is to make a broader pool of workers eligible -
for promotlon and, while it may also 1mprove the. firm's or a-

worker's productivity, that is not its' prime purpose. Hence,

an evaluation of the training program should consider its.

effectiveness in qualifying workers from a wide range of job

titles for,a given promotional position. Specifically, it )
should address the question of whether training has-permitted .
workers from a broader range of job titles to be promoted |
without a decline.in productivity. |, -

-

No. formal plan for evaluating the counseling program was _°
. developed, However, informal observation and interviews by )
. HDC staff indicate that car?Eer counseling is an effective ; -

strategy for altering mobility pattetns. The counselor has K
provided workers with information about promotional )
opportunities and procedures which they otherwise would “have L
acquired only informally or; more likely, not at all. :
Counseled’workers have successfully" sought departmental

transfers in order to qualify for promotions in the-productlon
divisions. 'In addition, others have been promoted into

clerical, technlcal and superv1sory positions from production

jobs as a result of the counselor's rnterVentlon. o .

.
-

»
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Overall, the response to the counsellng program indicates
a strong latent demand among industrial workers for internal
labor market information and a capacity to meet this demand

'through personal counseling supported by appropriated
documents and manuals.
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As stated in the Introduction, the purpose of, thi ‘ L

pro:ect was to identify obstacles. to occupatmonal moblllty -

in a multi-plant manufacturlng firm, to’ determlne what ~

types of measures could be desigred to help overcome theSe
Qbstacles, and to develop an understanding, of the diffi- ‘
eulties which arise in the implementatiqn of these new

programs ‘The experience with the ABC Corporatlon pro- i

vides 1mportant evidence relatlng to each of these issues. e

‘0f course, generalizing from one ¢ase study'is a danéerous )
undertaking. There is always the'possibility that a’ PR
unique set of c1rcumstances explain’ the resultg and no )

. Yeneralization is valid. Certalnly in this c¢ase there .are
a.number of distinct ﬁeatures of the ekperience. .

'Flrst, it ;s 90551b1e ‘that the way ln which the/ contractor
related to the corporation was 1nappropr1ate.' In this
“project, HDC worked with both local plant management and
the ABQ Institute, a central staff unit responsible for
developing training programs for. production workers. However,
it may have been more effective to pursue implementation of °
changes through ‘corporate units responsible for collective
bargaining as well., In this case-‘the gppropriate unit,; the '
Office of the Vice President for Personnel, might have quickly
rejected the major components of the Career Progression
System because of their implications for collective bargaining |,
but the issue would have been resolved more rapidly and with

. less frustration than the extensive series of discussions ) ,
with local plant management and the ABC Institute required. .
Alternatively, if the Personnel Division had committed itself
to 1mp1ement1ng the proposed changes it may have been in a ’
better p051t10n to do-so than was local plant management
alone.‘

Second, the role played by the union may have been inappro-
priate. As part of its worklng ‘agreement with the firm, HDO
, never: formally involved union leadership in the planning - z

) of the Career Progre551on System. While this was essential -

*  for maintaining the firm's cooperatien,  this type of union- '
contractor relatlonshlp undoubtedly prevented a better under-
standing of the union's.position and desires. Given the . : A
close relationship between collective bargaln;ng ‘and occupa-
tional mobility, a greater degree of union part1c1pat10n - ) .

. might have changed the outcome of the progect. :

I
+

Third, 1mplementat10n of even the modlfled Careeruprogre551on
System was slowed by an economic downturn and the reduced

demand for the firm's product caused by the energy crisis of B
1973.  If economic conditions ‘Were favorable implementation '
might take a different course and certalnly would have pro-

ceeded at & more rapid pace. ' . REI
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,not represent firms in industries with less compressed wage

~

Finally, the flrm ltself may not be typical of other. large -
multi-plant manufacturlng-establlshments. Even among manufac-
turing industries occupatlonal structiures differ and ABC does

and occupatlonal structurgs. Noreover, ABC's entry level
wage is higher than that of many firms which employ large
numbers of workers with low annual _wages who are an ‘important
segment of the target populatlon for upgradlng programs.

Desplte "the several unlque features of thls case study, there
aré a 'number of conclusions which are suggested by the exper-
ience. While they, are more' likely to apply when circumstances
are similar to those which characterized this project, it is
also llkely that they have some general appllcablllty. On .
the bas1s of this admittedly limited experience, the following
conﬂlusgons seem to be. applicable tg many 1arge unlonlzed !

. manufacturlng flrmsH

t -~ '
' ‘ . i ' cL -
5 ’

Collectlve Bargalnlng and Internal Labor Markets

The -most 1mportant conclus1on emerglng from this pronect is

,°that collectlve bargaining is’ a major instrument for struc-

turing'internal laber markets. The ABC Corporation is a
classic stiudy of how e11g1b111ty and selection criteria .
for’ promot10na1 decisions *are set forth in collective bar- .
gaining agreements. There is evidence from the Bureau of _

Labor Statistics' studies of their file of all major col- o

lective bargaln;ng agreements coverlng 1,000 or more workers
that this is 'a typical practice.* Of the more than 1,850
agreements analyzed over 70% had prov1s1ons deallng w1th
promotional practices.and 90% of the agreements among manu-
facturing firms contained such prov1s1ons. Moreover, in B
90% of all agreements containing promotlonal prov1slons,
seniority was Spec1f1ed as a «criterion to be uséd in selectr

,1ng/personne1 and in 70% the admimistrative unit within -

which promotlons could be made (plant, divisjon, etc.) was
speclfled. Thus, ABC is typital’of mostvlarge manufacturrng
firms in hav1ng the structure of its:ihternal labor market -
spec1f1ed in Jdts colleqtlve bargalnlpg agreement. : -
Thé pollcy 1mpllcatlons of this finding 3re 1mportaht. Any,
effort by.outside parties, under either public or private

) ausplces, to design and 1mplement programs: -which slgnlflcantly

: S A S PR
* See Bureau of Labor Statlstics, Major Collective Bargaln-
ing -Agreemerits = Seniority in Promotion and Transfer

. ,Prov1sions, Bulletin 1425~ 11, Mardﬁ, 1970. .
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T alter the internal labor market practlces of large manufac~ . .

turing firms will necessarlly require upsettlng agreements
reached as part of the coltective bargaining process. The negotla 7
tions leading to .union contracts typ1¢a110 involve a complex
set of trade—-offs in which conflicting union and management
pésitlons.on promotiongl practices are resolved by com-
promises on this 1ssé§ tied to compromises on other issues:-: =~ >
(wages, fringe benef%ts, etc.) on which union and manage-- ‘;" .
ment also conflict. - Consequently,. it is 1mposs1ble, from. ... .
the point of view of both urion and management for -third | [T -
" parties. to deal with internal labor market issues withodt =~ |-
upsetting a delleatenbalance of confllcting interests on a &
broad raige of issues. Settlements' on the promotional pro- - -
_visions .in a contract are inextricably linked through the . -~
g negotlatlon prOCess to SettIements on a wide range of issues .
(,covered by thé' céntrack. Thus, in effect, . it is impossible’
* to significantly alter interndl 1ab0r marketgpractlces with- ,
out completely. reoppnlng the entlre coliectrve bargalnlng' N I
process. . .. A . L o

- N .
.. _e . PR
N . =

This flndlng w111 not encourage optlmlsm among those com- , N .
mitted to improving internal. labor market practices through T
public intervention, but it is the conclusion which “derives U
from this pr03ect @gd Bureau of Labor Statistics. figures . o -
suggest it is'breaf®ly applicable. At a minimum, - thls con=" j'”ﬂ‘)///

+ .clusion 1nd1cates that government efforts in this "area: . - l s e
might be more effective if they were timed to coincide. s
with contract negotiatiQns and took: the form-of technical - o .
assrstance to"-help higve mutually amceptable promotional -’ S '€§

-provisions which soderve thé publi¢ interest by ieducing
the discriminatory\ and otherwase 1ﬁequ1tab1e consequences

i

of ex1st1ng practlces. T Coae - . BRI
‘ N . e .

TGS et LR
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'Counsellng and Internal Labor Market,Informatlon i

A second 1mportantrcdncrus1on emerging from this prOJect 1s“
the need for improved inférmation out promotlonai provisions’
and opportunities among-production workers. Although collec~ o F
ti bargaining agreements typically specify the admlnlstratlve
_unlt (plant or. department),, and selection criteria (seniority)
for .promotion decisions, these¥Yagreements do nof always pro- ‘ .
vide for automatic cons ‘ration of .all eligible employees M, ’
or even for pagting and ddlng for vacancies. The ABC : IR
. Corporatzon exemplzfles this pattern; the 'union contract did e
not requlre postlng and blddlng and many employees felt that

relidrmce upon informal sources of information made the syst | .
+ subject to abuses and caused 1nequ1t;es. The same Bureau of ,

Labor Statlstlcs survey mentioned earlier indicates this is o
_ a common pattern. ' Of the 835 dgreements. containing seniority. ¢

provisions. and spec fylng administrative ‘ynits, only 280 -

also conta1ned provifions specifying that all eligible em-_

ployees automatlcally be considered or that postlng and o

blddlng is required. - -~ . . . e Y e

A e
Wiy w
»

-~




fv

1]

- N
——

.o . . . %
. » s e . : 4 . - g

o

»
)

In plants where these practlces are not utlllzed, many
employees could behefit:from an additional source .of internal
laboremarket 1nformatlon. ‘Frequently, they have llttle °
knowledge about job, opportunltles in departmerts of divi-:

. .
v . RN

" sions other thia\that in which they are currently employed.
£i

.Unless, union officials or personal acqualntances provide.

_suoh 1nformatlon,.their access to promotional p051tlons ‘is

L
s

:\

K]

i,

" map - may ser

*

emented
. with little cost to the firm., A counselor alrea signed

limited. Although a‘longlteerfollow-up or othér evaluative

study 1s not avalr%ble to confirm' this observat:.on»h 1t'appearé

that a counsellng program such.as that implemented at ABC's -
Detroit plant helps meet the need for internal labor' market
information.’ Moreover, the' supporting materials developed

by HDC for the cduselor - handbooks and a career progre551on
as prototypes for aids in dlssemlnatlng

internal "labor’ market information. - .

The counsellng program at the Detroit plant was i

to the plant to assist in minority recruitment and”eten-
tion was able to take on the additional responsibility  of
dLssemlnatlng,promotlonal opportyni€y information. Similar

¢

' possibilities are likely to exist at other firms.” 'PerSonnel

>

department representatlves or union officials could assume .

. this new functrop,Lf provided with suitable tools such as
the Career Progression Maps. The & roprlate government
role may be to encourage such activitiés and perhaps support
technical a551stance,for developing matetials to be used by
counselors. Such programs could be efflclently targeted to

X ts which spec1ﬁy promotlonal policies but which
do not require automati aderatlon or postlng and blddlng.
fj tvwﬁ',

Implementatlon Strategy

4

The third significant finding of the research .and development

effort relates less to the obstaclés. to occupatlonal mobility
. &and more to’ “the problems in implementing programs des:.gned to
improsre internal labor. market practices. HDC's experlence )
indicates than an emplgfer's overrldlng concern in all per-
sonnel pollc1es includfhg those’ related to promotional
pollc1es is their impact on- ‘préductivity. 7Programs which
may improve opportunltles for eqployees, but which have no
direct positive effect on productivity, will not be assigned
high, priority,for’ implementation. On the other hand, those
individual components of a genéral program intended’ to im~
prove occupational mobility which might also serve to improve
productivity are likely to be quickly- isolated from thé total.
program and selected for more rapid-implementation. Thus, -
the training component of the proposed Career Progression
System was quickly selected by plant management at both , °
Toledo and Detrolt as an acceptable change because they felt

-

*
-
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it might.improve their plant's productivity. Other components
of the Career ProgPfession System which were less directly
related to productivity but which might significantly improve
_ .the promotional process were not assigned priority by the
fim. . . ' . ) S . ? - . . .o

-’

« -

] - e
>

The tendency to view personnel practices in terms of produc-

.. tivity is also evident in the evaluation criteria’ designed -
for the Career Progression System.. A productivity-oriented :
cost-benefit analysis for the training componerit was to be -
®he primary evaluative device. Although this approach was
not insisted upon by the firm, 'the project sponsors felt ‘
‘that unless there was a demonstrable gain in’ productivity, T
‘the experimental project would not be replicated at other

» plants. In contrast, cggponents of the system, such- as the
counseling .program, which were less directly-related to
productivity were riot subject to any formal evaluation.

- Yet a primary objective of the research and development e
project was to design and test programs which develop pro- :
grams which alter occupational mobility patterns, pot to
improve plant productivity. . )

- , L ‘.
The facdt that timely implementation of new personnel prac-
 tices is often contingent upon a demonstrable impact on - _
.. productivity highlights the ambiguous, and sometimes contra- -
. .dictaory, objectives assigned to ypgrading programs. An -
earlier analysis of this problem-found, "Undertaking programs
of this'nature requires a commitment to the value: of equity, *“
not necessarily efficiency. It is in thdis light that we
*- should approach upgrading policy."* Private employers may . - — .
be expected to concern themselves with efficiency ‘and pro- T
ductivity; but those involved in publicly-funded efforts -
should constantly keep in mind their commitment to other
goals.. This may inevitably producé cenflicts between em- ..
ployers and third parties, but it is unjustifiable to avoid
this conflict if the cost is an abandonment of all program
components which cannot clearly be shown to immediately
" improve productivity. ' ~
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" * Charles Brecher, ﬁpgrading‘glue Collar and Service .
Workers, Johns Hopkins Press, Baltimore, 1972, p. 113. _ 7
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